o Approved For Release 2003/03/25 : CIA-RDP60-00442I§0001M@19?&20-2
-’ ) - AN

| ) ) /,‘ "
. HUMAN RESOURCES PROGRAM )
N uy e
Group Meeting #2 - r Management Principles and Problems
Pss@ éo
The effective manager in Government ,<§j“:7?£2;3‘

Fulfills the requirements foryieadenthip thro

1, Vitality and endurance v;ﬁ?zf'f§_4”
Initiative B i M
Decisivens N

Persuasiven

ATRCSS 4

Wik i gyl .
| /2e¥¥Group Meeting #3 _ &
: eting 13 oS

Outline and be prepared to di

=

Sue f« QM&M Ly
T ;__;' o 7

ieay



d Approved For Release 2003/03/25 : CIA-RDP60-00442R000100190020-2 ol

o

THE. MOST COMMON MANAGEMFNT PROBLEMS ENCOUNTFRED TO DATE

Lo Poor commnication up, down, and across - as a resuit of
inadequate attention to the use cf steff meetings; through mis-
nnderstanding need~to-know strictures; and through adherense to
channelis, at the lower levels of supervision, in excess of the
requirements of sound discipline in a civilian organizatiom.

2, Very inadequate pefsonnel menagement practices. There
i8 a particular need for rogtine and contimuing follow-up
interviews, and for energising the Career Service Program.

3o No guidanee for supervisors regarding the basic management
policy of the Agency.

LTS Lack of clear definitions of unit and individual respon~-
gibilities, . ‘

5 Apperent confusion between the quality of dynamic personal
leadership and the requirements for being an effective manager in
Gowvernment..

&, Lack of clear cperating policy from the echelon abeve,

1 Unwillingness or inability of supervisors at the level above
to delegate responsibility and commensurate authority.

8 The by-passing of lines of clear operating responsibility
«b%.high level officials, leaving those with superviscry responsi-
- bility for a particular operation uninformed and embarrassed.

e’;/ 9, - The tendency of supervisors to become immersed in substantive
R CK matters to the neglect of their management responsibilities; and
e \\ supervisors who are so busy doing the job themselves that they have
5\ ,rzo time to supervise those to whom it should be delegated.

49, Lack of the simplest type of staff planning; very little
:} understanding of the requirements of logistical planning.

1. .- Inadequate attention to the importance of perscnal lesder-
ship through "review and inspection of the troops® all down the line;
; and lack of plamning for periodie perscnal interviews by supervisors
" at top echelons with supervisors at all echelons helow.

TN - Lack of high level cocrdination to resolve conflicts,
Q)duplieation,, and general confusion that can oniy be resolved through
)\ soordipation at & high level. .
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HUMAN RESQURCES PROGRAM

m'oug Meeting #2
sége 1

4,

Points noted here

Need for clearer definition of Job responsiblilities,
Delegation of responsibility.
How to overcome the resistance of lins officlals to staff services,

Examining our proccedurez to see how we can glve more adequate attention
to human relations in management.

What is a sound and constructive attitude regarding mistskes made by
subordinates? ((Acu_;;{' /e e Plowd o 113 don 1 ge T «vfi&.rumi_ W&e_u n)

Treating people as individuals.
The problea ¢ oi‘ sscurity and effici.encg in all. pha.ses of zur cperationso

Werd B o’ A ih, IMQ kg,
Building on the effective management achieved to dat.ao

{
R
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HOMaN KESOURCES PROGRAM

The Humen Resoureces FProgram has been devalopad by the Mansgement Training
Uivigion, Office of Training, as a basle supervisory training program to
sssist mambers of the organization with management responsibilitiaes to make
the hest and fullest uss of the individuals under their supervision.

This prograr. cousiste of four one hour group meetings for esch particuiar
sroup of supsrviscrs, with preferably nol more than eightesn in a grous; a
cns<half hovr intervisw with each supervisor; and & follow-up one hour
group mesting spproximelely every eight wseks in the futwiw,

411 grovp meatings ara conducted by a mauber of the staff of the
Hansgemont Training Division, but the program is intended to bocome in-
tugrated with the normel operations of =ach organizational wnii in which
it ie ectablished.

The program will not be commenced in sny Office until an sppreclation
n&s;ating of sppreximately one hour has bsin held with the top policy stuff

¥ that Office. It is sssential that thils program heve the strong and
‘imwﬁ&i%emt andlorgament of the Office Heud and his staff before it is
institvted 3n any Offiece of the srganizailion.

Crgandzation of the Human Resources Program
1 hm% 4

\/%??ﬁli}‘) Meeting #3 Managenant in the Federal Service

{njectives, lncentives, anc measuriig sticks in Governmend
Fovelgr affalirs apeaciesy substantlve ve. administrative Zunctions
This orgenization.

Managements pgetting work cdome through people
the devslopment of people.

Hscussion of management. problemez from the experience of thae group
Five functions of managemerd
Five key principlez of manzgement

Assigmreante for £ hr. conferances aid for next group mesting.

LONGECF
SO ~+/R . fiGdl. COURS =
(10_Bs. — cousicuy) ({)
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b/lndividual Conferencas % hr, x the number of supervisors

A one-half hour individual conference with each supervisor is scheduled
after the first group meeting. In preparation for this conference, the
supervisor may find it helpful to note on a 3x5 card for each individual
under his immediate supervision the following information: length of
time in the organization, length of tims in the unit, demonstrated
strengths of this employee, apparent weaknesses of this employes,
action taken by the supervisor during ths past twelves months to sssist
this employea to achievse greater efficlency.

Group Meeting #2 Mansgement Principles and Problems 1 br,

Mansgoment problsms noted to date

Probloms Irequenily noted in other managemsnt situations
The effsctive manager in Govermment

Assigoment for the next meeting.

Group Meeting #3 Developing a Strong Team 1 hr.

Under what conditions do people do their bast? How do we get the
best out of people?

Discussion of the meaning of democratic administration
Judging the effectiveness of management
Asgsignment for the next meeting.
Oroup Meeting 4 4n iction Program 1 hrs
Roview

Concrete suggestions for improving management in the organization
Plan for the first follow-up meeting.

This compact program is designed to focus attention upon the human relations
factors that ars basic in effective managament, and to serve as the foundation
for other superviesory training programs that may be developed to meet specific
needsn,

END

15 February 5h
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HUMAN RESOURCES PROGRAM
anagement in the Federal Service

Objectives, incentives, and measuring sticks in Government
Substantive vs. administrative functions
This organization.

Management: getting work done through others

the development of people
supervisory, administirative, and exscutive functions.

Five functions of management

1o
2.
3.
k.
Se

Organizing
Planning
Directing
Coordinating
Controlling.

Five key principles of manggpmant

1.
2,
3.
ko
5o

Clear-cut definition of job responsibilitiles

Delegation of responsibility, and understanding and acceptance of
responsibility by each member of the staff

Authority commensurate with delegated responsiblliity

Functional cooperation in terms of task requirenents

Effective span of control.

Discussion of management problems that we have encountered in our general
experience. '

For Group Meeting #2

Outline and be prepared to discuss: What do you conslder to be the
oscential characteristice of the effective mansger in Govarnment ?

For the one;half hour scheduled conference

Be prepared to discuss briefly the obstacles to good managenent that
you have encountered in your experience in this organlzation.

Also, please prepare a 3x5 card for each individual under your immediate
supervision, noting: a. length of time the person has been in the organi-
zation; b length of time in the unit; c. demonstrated strengths; d. apparent
weaknesses; e. action that you have taken during the past twelve months

to assist this individual to achieve greater efficlency.

4 January 5k
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STATEMENT OF MANAGEMENT POLICY FOR SUFERVISOES Id CIA TFOURTH URAFT Fage 1.

Purpose

1. The magnituds, complexity, and natlona: vignificence of the
gperations of the Coenlral intalligence Agency am;hsrize the importsnce
of management skills for esch individual in the Agency whe has supervisory
responsitility for the perforvance of others.

2, This statement of mansgarmeant policy ie iesued to iasurs coomon
understaniing of the comwon managemsnt objsctives of all suparvisors,
andtopromoteunitadmtimmnrdacfmongoah to makes CIA the
best managed agency in “overnment. 4

3, The management policy set forth in this statement shall apply
to &1l employees and staff emplayses of the Central Intelligsnce igancy.

Definition of the Prubism

1. HManagement is the process of getting work dons through people,
In a very practical sense, manageaent is the development of neople. The
kay to effective managsnent, therefore, is skill ia human rslatione.

2, The functions of managemant may be considered tc bes orgenising,
planning, directing, coordinating, and controlling.

3. In CIA, a supervisor is anyone who supervises anycns 8lss,~
from the level of Unit Chief to DCI. Supervision is the application of
the theory, prineiples, and techaiques derived from the whole f£iela of
manzgement that apply to leader-follower relationships in getting work
doas,~ especially to the working relations betwean the individual in
charge of an organizational component and his immediate subordinates.

L, Each person selected for the Central Intelligence Agancy is
recruited primarily becauss of his actual or potentisl competence in a
specialised field; however, as soon as he becomss responsible for the
work of other peopls; he assumes management functions.

5. In CIA today there are many supsrvisors who have had no pre-
vicus supervisory experience cf value for their present responsibilities.

6, In CIA, as in any other foreign affairs agency, there 1z a
tendenoy for supervisors with substantive intsrests and responsibilities
to neglect their management functious.

A ot A A AL
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& MANT OF MANAGEMHNT POLICY FOR SUCERVISORS IN CIA FUURTH DRAFY Fage 2.

7. There is also a tendsncy in CIA to confuse dynamic personsl
leadership with skill ss a supervisor. The quellity of leadership 1s
indispansable for seffsctive management, but in addition to being x leader,
& supervisor must be sble to devslop hls paople as an efficient team,
cloaaly integrated hy each individual's senee of participstdon in the
arogress of the zroup. A succes2inl suparvisor gets the work done through
peopie and in the process bullds an organizatica to which avenlually he
will no longer te indispensabls.

B8, iIn an orzanizaiion with the extraordinary requirements of CIA,
it iz only as esc: supervisor assumes considerable initiative and respone
gibility for constently improving ths management process that we can hope
+¢ achievs the intelligence objectivar of the Agancy.

imaponsibilities

1. 4ach Deputy IMirector, (Administration), {Intelligence), {Plans),
the hesiatant Dirsctor for Commnications, the Assistant Director for
“apsonnel, and the [irestor of Training shall be responsible for insuring
that active srograme to improve the jquality of management are developed
wwl carried on in the (ffices under thair supervision.

2, fach Aasistant Director, or squivalent Office Hesd, shall be
directly remoonsibls for the quality of suwpervision in his (ffice.
Althouzh he will normally delegate responsibilities, as appropriats, down
the chain of comzand to division chiafs, branch chiefs, secticn chlefs,
ate., it will be hds personal responsibility to sstablish management
gractices in his Office consonant with this policy statement., He has
avalianle the service resources of the Management Improvement Staff, the
Office of Personnsl, and the Office of Training to assist him in achieving
hls mansgament objectives, It is especially important that each Assistant
rsctor demsnetrate throogh his own lesdership the sound mansgement
nrineisles that hs wishes to be applied throughout his Office. The
fasintant Direetors of GIA, or egquivalent Office Heads, are recognized to
ba the key officisla in improving the quality of supervision threoughout
ths LRelsye

Practicst Ubjectives

WA, Bkt

The nracticsl objectives for mansgement in CIA shall be as follows:

1. Organization structures functional to purpese.
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STATEMENT OF MANAGEMENT POLICY FOR SUPERVISOSS IN CIA POURTH DRAFT Page 3.

2,

3o
ks

50

7.

8,

90

10,

1,

12,

13.

15,

16,

Fixed responsibility for ultimate results, though the marimum
practicable delegatior: of responsibvility.

The delegation of authority commensurate with responsibility.

Fixed responsibility for decision, ani decisions that are made
proptlys

Recognition of the interdependence of operational goals and the
managexent tschriques required to achieve them,

Spans of control that have been dstarained to be reascnable
for supervisers in terms of: (a) number of people supsrvised,
(b) disteance of the supervisor from the actual operations, and

(¢} elapsed tims requirsd for an cperation.

Cormnication down, up, and across; restricted only by the
legitimats requirements of security and the simple principles
of sound disecipline in a civilian organization.

Clear understanding by each individual of his mission.

The participation of each individual in the Agency in a regular
staff mseting appropriate to his level of responsibility.

The participation of each supervisor in the selection of his
ﬂtﬂffg

Participation in the preparation of the annual budget for his
somponent by each supervisor, to the lowest feasible schalan.

Clear understanding of and respest for tha difference between
line ard staff functiona,

Recognition that the develcpment of peopls is the key tc productivity.

Encouraging each person‘s growth and development in competence
relevant to his mission,

Supervisors who make the time to know and to consult with the
members of their staffs.

Courage on the part of each supervisor to assess and to make

elear to his superiors the realistic cspabilitiss of his
componant.
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STATEMANT OF MANAGEMENT POLICY FOR SUPERVISOR® IN CIA FOURTH DRAFT Page L.

17. Supervisors who assume responaibility for gotting the right man
in the right job and who cooperate fully in Agency-wide sfforts
to achie;e the satisfactory placement and utilization of eash
membar o Cla,

18. Supervisors who maintain sdequate lisison with other components
of the Agency with which their staffs have working relationships.

19, Supervispra whe fully understand the significance of effective
human relations in management and ave congtantly endeavoring
to improve their ocun skills in working with people.

20, Coordination that is expressed in the spirit and practices
of genuine teamwork.

The cooparation of every individual in ths Central Intelligence
Agency with supervisory responsivility is requested in carrying out this
statement of management poliey.

ALLEN W, DULLES
Director

OTR 1% Nov 53
08 21 Nov 53
0/UCL 21 Now 53 Next edition in process.
IR 3 Des 53
AR 23 Jan Sk
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ADVANCING MANAGEN.ENT ‘

Grvanizm

Iz the wission of your organization elear and definite?
Is this mission understood and econcurred in up the line?
Ie the structure of your organization functionsl to its purpose?

Does each supervisor under your Jurisdiction have the objectives of
his organizational component clearly defined?

Are the responsibilities of each individusal in the organization clear
and definite?

Does each individual understand the over-all mission of the larger
organization and the over-all mission of your unit?

By what means are clarity and definiteness of functions achieved?

Planning

Is plarming a continuous activity in your orranization,~ both for long-
term and for immediate objectives?

Does each individual in your organization asccept anmd fully understand
his responsibilities?

Does each member of the organization particlpate in a reguler gtaff
meeting appropriate to his level of responsibility?

Does each supervisor participate in formulating the budget of the organie-
zation? Was your last budget realistic in terms of actual operations?

Is the development of people en evident responsibility of management in
your organization?

What evidence is there that you are making the maximum use of the human
resources available in your organiszation?

Directing
Do you have adequate, explicit authority to carry out your mission?

Have you delegated adequate, explieit authority to your subordinates
to carry out their respongibilities?

Ave provisions made to insure unciuttered channels of communlcation from
you to each member of your organization and from @ach individual to you?
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ADVANCING MANAGEMENT Page 2.

Are your major policies and procédures in written form,~ current and
readily available?

Have ycu developed any particular techniques to get decisions from
executives above you and to encourage those under your supervision
to meke operating decisions appropriate to their responsibilities?

Coordinating

Are the staff and line relationships clearly defined and evidently
understood in your organization?

Do your subordinates work together without your direction in carrying
out tasks of limited scope requiring their cooperative atitack?

Are you a good listener when subordinates wish to discuss their problems?

Ts there an understudy in training or in being for each supervisory
position in your organization?

Do you budget time to visit members of your organization on the Job and
your opposite numbers in organizations with which your office hes
working relations?

Does your Qrganization run smoothly and efficiently in your absence?

By what means do you seek to develop tesmwork in your organization?

Controiling

Does your reporting system keep you currently informed of progress
in each unit of your organization?

Are you personally familiar with the current operating problms in
each major component of your organization?

Is your reporting system qualitative as well as quantitative?

Is; the number of subordinates reporting directly to you small erough
so tha% you can give each one adequate attention?

Are you "on top" of your job?
How do you make your top staff meetings a pleasure rather than an

unpleasant chore for the participants?

end

H. R. Prpgram
5" Apris AProved For Release 2003/03/25 : CIA-RDP60-00442R000100190020-2
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HUMAN RESQURCES PROGRAM

Group Mseting ﬂ Devel a Tean

Problems that were discussed at the last meeting

Five functions of management

Five key principles of management

The effective mansger in Government

Under what conditions do people do their best? How do we gal Xhe |
oul of peopie?

1. To be treated courteously and welcomed to the job.
2. To have an assigmeent that is clear and definite,
o To be instructed intelligently. To know WHY
k. To know what constitutes a Job well done.
. - To be told, from time to time, how you're doing.
— %6, To feel that your ability is fully utilized.
7. To feel that your work contributes to the cause.— 3
8. To have your opinions and feelings respecteda — N\
,,,,, _#95" To be given credit when it is due. & “o:: =~
~7 10, To work with anyone you respsct. -
11, To have a supervisor who is enthusiastic about his Jopf K
12, To know that your supervisor will back you up. , ‘8; =S ; 3
13. To receive pay and grade for the work you do. _ e s/l
ik, To have a sensc of security in the job.
15. To have confidence in the organization,
16, To have the organization take an interest in yama:
___——#17, To know in advance about changes that will affect youa
18, To be informed regarding the progress of the organization as a
whole and to receive current information about new policy,
administrative procedures, etc.
19. To have opportunities to talk over the work of the unit in order
to take stock of pregress from time to time.

Judging the sffectiveness of management.

For Group Meeting #L

Be prepared to present and dlscuss one concrete suggestion for improving
the mansgement process im this organiszation.
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